A well-defined incident review committee may prevent losses, identify areas for corrective action, and promote overall safety in an organization. A multidisciplinary committee will involve employees in the safety process and heighten safety awareness. Reviewing injuries, incidents, occupational illnesses, and workers' compensation claims assists in root cause analysis and enables an organization to be proactive in preventing further employee incidents and injuries.
establishing an Incident review Committee
by Christine Zichello, RN, COHN-S, CSHM, ARM, FAAOHN, and Sotirios Thomas, ARM, CISR A well-defined incident review committee may prevent losses, identify areas for corrective action, and promote overall safety in an organization. A multidisciplinary committee will involve employees in the safety process and heighten safety awareness. Reviewing injuries, incidents, occupational illnesses, and workers' compensation claims assists in root cause analysis and enables an organization to be proactive in preventing further employee incidents and injuries.
I ncident review committees are used by organizations to determine if an incident could have been prevented. The concept can be used by occupational health nurses to evaluate and discuss work-related incidents.
An incident review committee provides a multidisciplinary review of workplace injuries, incidents, and illnesses and workers' compensation claims to identify the root cause of the circumstances surrounding a specific injury, incident, illness, or claim. This root cause analysis enables an organization to be proactive in preventing further incidents and injuries to its employees. Additionally, an incident review committee may enable an organization to dedicate its fiscal resources in a strategic and pragmatic manner. An incident review committee examines causal factors and determines what corrective actions must be taken to avoid future incidents. The investigation must focus on the facts surrounding the case and not the fault of those involved. Once contributing factors have been identified, corrective actions and preliminary assignments with expected completion dates can be recommended by the committee. The corrective actions and assignments should be forwarded to the appropriate department for review, approval, and implementation.
Most incidents are preventable. The committee's challenge is to learn from incidents and apply that knowledge to the prevention of future incidents. The committee may stand alone, be a sub-committee of the safety committee, or be incorporated into the general safety committee. The committee should assist in the prediction of hazards or deficiencies before incidents occur. The principal purpose of the committee is to determine the primary and contributing factors and assign potential corrective actions.
The committee must document its investigations. All work-related injuries, illnesses, and "near misses" should be recorded on an internal incident report form. All work-related injuries and illnesses should be investigated by employees' supervisors. Supervisors should record this information on a document such as a "Supervisor's Report of Employee Injury." The entire report must be submitted to the occupational health nurse within 72 hours. The occupational health nurse, in turn, submits the report to the insurance carrier as a lost time incident, medical only or record only incident, determines if the incident is recordable with the Occupational Safety and Health Administration, and documents the incident for future trending.
The committee is challenged to identify trends and problem areas to determine necessary changes and develop corrective procedures. Incident review meetings result in identified root causes of injuries and document corrective actions. The committee should recommend procedures to improve the workplace safety program and assist management with continually evaluating employee incident prevention programs to promote safety awareness and employee participation. Reviews should focus on hazard or injury analysis and possible developing trends. The committee should not make disciplinary recommendations. The Sidebar contains definitions of terms used by the committee.
terMS oF reFereNCe
The following questions may be useful starting points in developing terms of reference. A "yes" answer is likely to mean further review or investigation is warranted.
• Was there anything about the way the team worked together, or perceived each other's role, that contributed to the outcome of this event?
• Was there anything about the equipment involved that contributed to the outcome of this event?
• Was there anything related to the working environment or conditions of work that contributed to this event?
• Was there anything about the training and education of the staff in relation to their competence that contributed to the outcome of this event?
• Was there anything relating to the communication systems, between individual staff or departments or electronic communications (e.g., via computer), that contributed to the outcome of this event?
• Was there anything about the availability or quality of policies or procedures that contributed to this event?
CoMMIttee MAKeuP
The committee should be multidisciplinary, composed of line and staff employees. Ideally, all departments and shifts should be represented, but the number of members should be limited so that the committee is manageable. More than 5 and fewer than 15 members keep the committee functioning effectively. Identifying members and alternates facilitates complete participation at meetings that members cannot attend. Using employees with ample experience in the organization (e.g., 18 months or more) ensures familiarity with processes and policies. Consideration should also be given to the composition of the committee (e.g., 70% of members being nonsupervisory employees or a maximum of 30% being of a supervisory capacity).
With the exception of the chairperson, members should serve for a specific period of time, such as 2 years with staggered terms (i.e., half of the members are replaced each year). This ensures that the committee maintains experienced members and obtains alternative perspectives through new members. An invited guest, such as the supervisor of an injured employee whose incident is being reviewed, may also be included. The meeting times and dates for the committee should be planned annually and posted. The roles and responsibilities of each member should be clearly defined.
The chairperson oversees and maintains the functioning of the committee. The chairperson ensures that minutes are kept for all meetings and maintained in one location that ensures confidentiality.
The occupational health nurse may function directly or in a supporting role, providing valuable input and technical expertise. The occupational health nurse is in a key position to recognize trends and identify key loss drivers. The occupational health nurse monitors loss-time incidents and implements preventive and control measures.
The members of the committee are expected to attend and participate in scheduled committee meetings. Members should be active and visible participants in safety training activities, and should assist manage-
Definitions of terms
Incident: an event for which the cause was unintentional or occurred through carelessness, which increased the risk of or which resulted in physical harm or property damage.
Adverse incident: any event that has given, or may give, rise to actual or potential injury or to property damage or loss.
Preventable incident: an incident in which an employee failed to do everything that reasonably could have been done to avoid it.
Non-preventable incident: an incident in which an employee commits no errors or reacts reasonably to the errors of others. ment in monitoring the effectiveness of workplace safety education and training sessions.
Agenda Items and

DeterMINAtIoN oF INCIDeNtS to be reVIeWeD
Which incidents are reviewed is based on several factors. These may include, but are not limited to, the size of the organization, the scope of the organization's operations, the annual number of incidents, and the total potential for catastrophic loss. Criteria may include incidents involving 3 days or more away from work (lost time); multiple incidents with similar injuries or causal factors; "near-miss" incidents for which the potential for serious injury existed; or major property damage due to fire or chemical release. Other incidents may also be recommended by a supervisor, an employee, or the occupational health nurse. Other types of incidents, such as an incident that significantly disrupts operations, may be reviewed by request of the department head of the employee involved in the incident.
SCoPe oF the INCIDeNt reVIeW CoMMIttee
Employee injuries are costly in terms of health care services, disability, and individual human loss. Serious injury resulting in time away from work, permanent disability, or even death is a function of the interaction of hazardous conditions and unsafe behavior. The committee should review work-related injuries or illnesses involving employees and maintain written minutes of each meeting. The committee may determine, as far as possible, the cause of an incident and whether it was preventable. If an incident involved the violation of established policies associated with preventing injuries and incurring liability, corrective disciplinary action should be taken as soon as practical. If personal factors (e.g., deliberate risk taking, disregard for safety practices, or horseplay) are identified as contributing factors, the incident review committee would refer these matters to the appropriate individual: supervisor, department head, or human resources. The committee should not recommend or review disciplinary action. The committee should submit a written report of its findings and recommendations to the safety committee for additional input and follow-up. Prior to each meeting, a designated committee member should develop an agenda and distribute it to the committee. The Sidebar lists possible agenda items and what committee members should be given.
SuMMArY
Establishing an incident review committee is an important step in bolstering the effectiveness of an occupational safety and health program. The committee can assist with defining incidents, identifying injury trends, and developing procedural recommendations for preventing similar incidents. Together, these measures can help to ensure employees' safety and improve morale and productivity.
